T (LLNL) Engineering Directorate is in the third year of a diversity process that has changed the culture of the organization in many ways. Currently we are implementing recommendations formulated through a problem resolution process that will be described later. Recommendations for an implementation timetable have been divided into three categories: those implemented by management mandate; those that could be implemented in six months or less; and those requiring more extensive research and development or collaboration with other organizations.
T (LLNL) Engineering Directorate is in the third year of a diversity process that has changed the culture of the organization in many ways. Currently we are implementing recommendations formulated through a problem resolution process that will be described later. Recommendations for an implementation timetable have been divided into three categories: those implemented by management mandate; those that could be implemented in six months or less; and those requiring more extensive research and development or collaboration with other organizations.
Simultaneously, Engineering is conducting an extensive training program. The Training Task Force (see illustration below) recommended that all employees, including managers and supervisors, attend a class dealing with diversity awareness. At the time of writing, 98% of all managers and supervisors in Engineering have received at least one day of diversity training. Employees who are not supervisors or managers are currently taking turns attending a four-hour class that addresses diversity awareness. We estimate that it will take at least 18 months to complete this effort. Due to turn-over, promotions, and other personnel changes, these classes will need to be scheduled periodically in the future to ensure that all employees are given the same exposure.
A n advanced diversity awareness class has been designed for all managers and supervisors. Two pilot classes were conducted prior to the December holidays in 1993, and we began offering the advanced classes in early January of 1994. The purpose of this class is to help managers and supervisors acquire practical skills that can be applied to daily interactions with their employees. Participants practice skills such as cross-cultural and cross-gender communications, and practice solving problems using case studies dealing with diversity issues. Additionally, they are asked to develop a plan of action to implement in their work groups.
This work was performed under the auspices of the U.S. Department of Energy by the Lawrence Livermore National Laboratory under Contract W-7405-Eng-48.
SUMMARY OF THE PROCESS
Employees were asked to help identify problems and recommend solutions. Selected employees worked with managers in focus groups (see illustration). Their task was to suggest ways to deal with the problems identified earlier. In the focus groups, employees' participation and contributions had equal value with those of management.
Each 1) lack of ethnic and gender mix on recruiting teams; 2) lack of a reward system for recruiters who performed well.
Training:
1) managers' lack of awareness of their own biases and stereotypes and how this impacts their decisions; 2) employees' insensitivity to the needs of others and how that may interfere with good job performance.
Inconsistent Practices and Procedures:
There was a perception that Electronics Engineering and Mechanical Engineering (both are in the Engineering Directorate) had different practices and procedures. This was interpreted to mean that one organization had been given certain advantages. tage depended on which organization the employee worked for. For example, it was pointed out that Mechanical Engineering had an Ombudsperson Program while Electronics Engineering did not. It was also pointed out that certain divisions have larger training budgets than others. After much dialogue, it occurred to us that the real issue was not the existence of inconsistent practices and procedures, but rather that if people feel they are not being treated fairly, then inconsistencies can appear to them to be discriminatory in nature.
Communications:
1) training is needed in communication skills; 2) management reinforces the belief by others that people of color and women are hired only to meet quotas, regardless of individual qualifications.
Appraisal, Ranking and Sala y Management:
1) divisions used different formats for performance ap-2) there are no uniform ranking criteria.
We addressed these issues by forming focus groups that generated recommendations (see illustration). After these recommendations were presented and were approved by management, four implementation teams were formed. These teams consist of managers who are responsible for putting the recommendations in place. praisals and developed their own guidelines;
LESSONS LEARNED
Change can be painful and chaotic. Periodically during the process, we experienced much self-doubt. This usually occurred when we were moving into a new phase of the model, when communications would break down and misinformation would prevail, or when we experienced resistance regarding our own motives. We asked ourselves on many occasions whether we had "opened the flood gates," and if so, could we "close them again?" There were managers who were not convinced that we knew what we were doing and employees who did not trust management's stated motive for implementing the process. They were not convinced that their concerns were being addressed by managers just because those managers wanted to do the right thing. We found ourselves under very close scrutiny. The integrity of the individuals doing the work and of the process itself was questioned at all levels. There was plenty of confusion about what we were trying to accomplish. We began by thinking that the process would be cemented by the concerns of people of color and women. We discovered that some employees did not like being singled out as people of color or even as women; they did not want to be viewed as needing anything special. Still other employees (mostly white males) resented the fact that so much time and attention, and so many resources were being put into this effort.
We began by talking about the most obvious components of diversity-ethnicity and gender. Our definition of diversity expanded as we worked through the process. We discovered that many issues that surfaced during the problem identification process were associated with best management practices. It also became very apparent that there were white males who felt that they too have been negatively affected by the way business has been conducted. However, people of color and women felt that the added factor of an "unlevel playing field" has compounded their inability to get fair treatment or opportunity.
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When Roger Werne, our Associate Director, asked for feedback about his blind spots regarding people of color and women, he expected that we would have them identified and have systems in place to address them within a couple of months. We learned that diversity is a process; not a project or program. This was a really different experience for us. In our work, we are accustomed to tackling problems by finding concrete objective solutions and fixing things. We realized that our biases and the attendant problems are never going to disappear or be solved conclusively, so we now refer to this diversity process as a journey.
One of our goals was to have every manager and supervisor attend an eight-hour diversity awareness class. We discovered that many of our false starts were attributed to managers' and supervisors' inability to articulate to their employees the goals and objectives of the diversity process; why diversity is important and how it will help us do a better job; or why this investment is being made at a time when resources are more scarce and when the Laboratory in general is experiencing turmoil. We learned that it is not sufficient to make someone aware-management also needs to be given tools to help them sell the concept of diversity to their employees. As a result, we designed an advanced awareness class, much of which is devoted to skills building. This class takes a day and a half and addresses the topic "after awareness, then what?" Those of us who are responsible for the diversity awareness work in Engineering are fortunate, because we are supported by the Associate Director. For an organization to have a successful diversity process, it must be driven from the top down. The process requires much modeling and constant reinforcement. Employees also need to know that managers are actually practicing and implementing the philosophy they espouse.
Effective communication is critical, and we continue to struggle with it. We know that using only one mode of communication does not work. The Laboratory's bi-weekly newspaper frequently includes articles about the progress of the diversity process, or about some program resulting from the diversity activities. The Associate Director does a series of quarterly update meetings in different sections of the Laboratory that includes a diversity component. Memos are sent to individual employees informing them of what is going on with diversity programs and informational meetings are held with work groups to discuss what is being done. Despite this, there are still some employees who report that they are not aware of Engineering's diversity journey. We continue to explore ways to better communicate.
WHERE Do WE Go FROM HERE? each other and can be full contributors to the overall mission of the Laboratory. According to the well-known published research on this topic, it takes at least seven years for an organization to go through a complete cultural change. Unlike affirmative action, diversity is a continuous evolutionary process.
Ongoing Actions:
The implementation teams are still in the process of implementing recommendations from the focus groups. As mentioned previously, some recommendations will take two or more years to put in place. They will also need to be adjusted or reformulated at various stages of the implementation process.
Some recommendations will be tested with small groups before they become institutionalized.
Training will continue to be a major part of the process. It will be consistent with the overall mission of the Laboratory.
A group of employees internal to Engineering will be developed to serve as problem solvers for our own issues concerning diversity.
Short-Term Goals.
Provide the necessary resources and support needed to continue to make strides in the area of diversity.
Provide avenues for employees to continue to examine their own biases, stereotypes, and assumptions about diversity in a safe environment where they can be dealt with in a constructive way. One mechanism for doing this is through dialogue groups.
Long-Term Goals:
Assist other organizations at the Laboratory to implement their diversity processes efficiently and effectively to avoid duplication of effort, and to make best use of limited resources.
Ultimately, as stated by Director John Nuckolls, we want to become "the employer of choice for all people." Shirley McDavid has worked at the Laboratory for over 14 years. She currently is on the staff of the Associate Director for Engineering and Technology Transfer. She is responsible for managing Engineering's Workforce Diversity Process and its Recruiting Program. Previous assignments included writing the Laboratory's affirmative action plan, managing the minority recruitment program, and team leader for the Human Resources group assigned to the Engineering Directorate. Prior to joining the Laboratory, she provided technical assistance in the area of curricula development and training for public school classroom teachers in multi-cultural education in both New Mexico and Texas.
education from The University of Texas at Austin.
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